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Management is the development of people, not the direction of things.
—Peter F. Drucker

ﬂ Leadership

w hat is your management style? This is an oral board question
interviewers like to ask manager candidates. Many candidates

are ready with a pat answer. “I’'m a participative manager” or “I'm a
manager who believes in getting the best out of my employees through
coaching and teamwork.” Interestingly, even though this is a common ques-
tion that has made the rounds, some manager candidates appear perplexed
when asked this question. Their answers suggest they have not spent too
much time thinking about management style: “I have no particular style, I
just do what works for me” or “I listen to people and make my decisions.”

So, what is the right answer about management style? What do we
mean when we ask someone how he or she leads an organization? Dif-
ferent concepts are used to describe the approach public managers use in
leading and managing their organizations. Some concepts are communi-
cated by describing opposites, such as micromanagers versus macromanagers.
The micromanager is the one who meddles in the minute detail and tells you
how to carry out an assignment. The macromanager is interested in the de-
sired end but purposely stays away from the detail, leaving that up to the
delegated person, who chooses how to accomplish the mission.

Douglas McGregor popularized another leadership dichotomy in his
book The Human Side of the Enterprise. McGregor argued that there are
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two basic approaches to leadership: theory X, which is authoritarian,
and theory Y, which is participative. Theory X, the directive side of man-
agement, assumes the average employee avoids responsibility and pre-
fers to be directed. Vince Lombardi, the legendary Green Bay Packers’
coach, is often used to depict the successful authoritarian manager, who
tells you what to do and expects it to be carried out. “Don’t question or
argue, just do it.”

Theory Y, the human relations side of management, assumes people want
to grow and seek out responsibility without threats. David Packard, founder
of Hewlett Packard, epitomizes the participative leader, who assumes that
given the opportunity most people will use a high degree of initiative and
creativity in the pursuit of organizational objectives. When you talk to man-
agers, you find that they have varying definitions of what participation actu-
ally is. Participation can vary from listening to ideas and then making a
decision to actually letting the group decide by consensus.

Still another style difference is described as leader versus manager.
Leaders set the vision for the organization. They are concerned about
where the organization will be five, even ten years from the present.
They set the mission and inspire the troops to implement it. Managers
are described as the people who administer the policies, procedures, and
rules. They get involved in the day-to-day decisions that implement the
organizational vision.

Much of the management literature puts a premium on favored styles.
“Managers are people who do things right, and leaders are people who
do the right things,” says Warren Bennis, the University of Southern
California professor who has written several books on leadership. Some
people even show outright bias in their opinions. “Leaders are superior
to managers and it is better to be participative than directive,” proclaim
some workshop leaders. During an oral board for an assistant city man-
ager position, the nine candidates were given a piece of paper with a
double-headed arrow on it. On one end of the arrow were the words
directive style and on the other participative style. Ten numbers divided
the two words, one being closest to directive and ten being closest to
participative. The candidates were asked to identify their style by point-
ing to a number. All except one pointed to the number seven or above.
When asked about it, none of the candidates wanted to be viewed as a
directive manager.
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Perhaps the theory has not caught up with the reality. Public man-
agement is much more complex than a simple dimension, such as par-
ticipative versus authoritarian or leader versus manager. Effective public
managers create the vision for their organization, but they are not above
rolling up their sleeves and helping people carry out that vision. Many
management experts believe there is no one preferable style—it depends
on the situation the manager faces. Managers will use one style while
carrying out routine administrative tasks, another when conducting team
building, and an entirely different one when faced with a crisis—just
like a chameleon uses different looks. Many managers will tell you that
two or three backup styles are needed to be effective. As a public man-
ager, you will want to develop your own leadership style. You cannot
order a leadership style off the shelf like computer software. Your man-
agement style evolves as you practice and mature as a public manager.
Part of the process is natural. Your style will evolve according to your
instincts and intuition. If you are aggressive, then aggressiveness will
undoubtedly wind up as a part of your leadership repertoire. If you are
the inquisitive type, you may develop the questioning skill as a key tool
in your leadership approach.

Help in developing your leadership approach also comes from ob-
serving other people lead and then analyzing the strengths and weak-
nesses of their approach. Observation is a good technique; however, make
sure you do not make the fatal mistake of copying someone else’s style.
A person’s style is his or her own unique brand that reflects personality,
skill, and experience.

Over the years, your leadership approach will evolve. You will
find that as you exercise leadership, you refine your approach. Some
things will work, and some will not. Your willingness to take calcu-
lated risks will also expand as you gain experience and enlarge the
gray zone between the theoretical black and white decision points.
You’ll learn to correct your mistakes and enhance your successes.
The stories in this book illustrate some of the more important aspects
of management leadership.

One of the most difficult aspects of becoming a manager—especially
if you are promoted through the ranks—is forgoing the camaraderie that
has developed over the years with fellow workers. We fail to realize the
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tremendous influence others have on us and how important their friend-
ship is to our well-being. Not until the time comes to forgo that familiar-
ity do we recognize its importance. Most managers can relate to the fol-
lowing situation.

Blunder: Just One of the Guys

After several hours of strenuous work, Riverdale Sanitation Man-
ager Mike Madson and his sanitation crew finally cleared the block-
age from the Eastview Drive sewer line. Their ordeal had started
five hours before, when they were called for an emergency repair. It
was now time to relax.

As had been the practice on previous occasions, Madson in-
vited the crew members to stick around and enjoy a cool one. Since
he did not have any beer with him, he drove to his home in the
adjoining city of Heartland and brought a case back to the site. After
consuming the entire case, the impromptu party ended, and the tired
sanitation workers headed home.

Five minutes later, just as Madson entered Heartland, he was
stopped by the Heartland police for erratic driving. Madson failed
the sobriety test, and police found a concealed loaded firearm in his
city vehicle. Madson was booked for drunk driving and the Riverdale
city vehicle was impounded.

After his release the next day, Madson called his supervisor, Public
Works Director Ervin Corrigan, and left a nonspecific voice-mail mes-
sage asking Corrigan to call him back. Madson then obtained the pub-
lic works director’s letterhead stationery and drafted a letter to the Heart-
land Police Department authorizing himself to take possession of the
impounded city-assigned vehicle. He then forged Corrigan’s signature.
Madson presented the fraudulent letter of authorization to the Heart-
land Police Department, and the vehicle was released to him.

Madson and Corrigan had become good friends ever since
Madson hired Corrigan several years ago. Even though Corrigan
had been promoted to public works director, he maintained his close
personal friendship with Madson. They would have dinner together
at least once a month. In fact, they had dinner at Corrigan’s house
the night after the emergency.
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Tip:

Effective management and close personal relationships don’t
mix well. You have to change relationships as you move up the
management ladder. It’s hard to remain close friends and ob-
Jjectively deal with sensitive issues.

Near the end of the evening, Madson began giving Corrigan a
watered down version of what transpired that day. “By the way,” he
told Corrigan, “I had a slight problem with my city vehicle today and
had to sign your name to get the item resolved. You weren’t avail-
able, so | had to use my initiative.”

Tip:

Madson is clearly taking advantage of his long-time friendship
with Corrigan by bringing the issue up during a social get-to-
gether. When “by the way” items come up during social events,
cut them off and suggest that they be taken up at the office.

Madson then continued the fictitious version of what had happened.
Instead of a case of beer, it became a six-pack. Madson also pulled the
scam of reminding Corrigan when he was one of the guys. “Surely, you
can remember the good times when you had a beer with the crew
before becoming a manager.”

Corrigan should have developed a written policy banning the
drinking bouts and similar activities as soon as he was appointed
public works director. This should have been followed with a
general meeting to explain the policy to employees. These ac-
tions would have put everyone on notice that Corrigan was
not going to tolerate the behavior or be compromised by indis-
cretions he committed before becoming the department head.
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his detailed, hands-on approach, he wanted the receptionist to use dis-
cretion and let him by without the written pass he had mandated.
Micromanagers issue directives without any input from the people who
must implement them. This failure to include others in the process is a
prime reason for bungled programs.

The next incident, as described by the manager’s own words, demon-
strates how a person cannot see his shortcomings. In this case, the manager’s
failure to delegate reinforces an erroneous belief that staff is incapable of han-
dling routine tasks.

Blunder: Making Oneself Feel Indispensable

| have over fourteen years experience, and | consider myself an
excellent manager. People like me and rely on me for leadership. |
am also well respected as a leader and an innovator in my profes-
sional association. | am quite satisfied with my career progression.
The only problemis, | have become the department’s problem solver
and when | leave the office things go south fast.

Recently, | went to the state association of cities for four days to
make a presentation and receive an innovation award on a software
program | developed. For the first time, | decided to leave my cell
phone and beeper home and let my employees solve their own prob-
lems. What a huge mistake!

If you haven’t laid the groundwork for delegation, don’t expect
people to know how to respond. The person being delegated a
task needs to have an understanding of what is expected. They
also should be clear on the authority they have to deal with
problems. Unless staff members are highly seasoned, cold tur-
key delegation is bound to fail.

| returned to total chaos. Notices were not sent out for an impor-
tant public hearing, and | had to cancel it; one of my assistants got
into an argument with the editor of the local newspaper; and the
maintenance supervisor forgot to turn off the water and flooded the
basement, ruining more than 100 cartons of public records. To make
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things worse, the supervisor got trapped in the basement and had to
spend the night on the wet cartons. As soon as | got back, | had to
deal with each of these situations before they became unmanage-
able problems.

Tip:

Employees should be encouraged to work through their prob-
lems. Otherwise, they will continue to look to the department
head to solve them and thus not grow.

Things have reached a point where | hesitate to take a break, let
alone lunch. | haven’t taken a real vacation in years, and | certainly
can’t do it now. What would happen if | became seriously ill and had
to be away? | wish | could delegate, but everyone, including the city
manager and the city council, expect me to always be available.
When | do delegate, as was the case just mentioned, the staff seems
incapable of carrying on by themselves.

It is obvious that the department head has not developed his
employees to work independently. He encouraged dependency,
which hurts the staff’s professional development, and in doing
so created a bottleneck, requiring that everything go through
him. The excuse that the city manager and council expect him
to be always available most likely results from their recognition
that the department head has not developed people and wants
to do everything himself. This creates a false sense of indis-
pensability on the department head’s part.

sk sk ook ook

Earlier in this chapter aspiring public managers were cautioned against
trying to adopt another manager’s style. Here is an account of some of
the difficulties this approach can bring.

Blunder: Be Yourself

As a management intern in a city of 50,000 people, Geoffrey
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Barker had many opportunities to observe George Palmer, the chief
administrative officer (CAO), in action. Palmer was an experienced
manager and handled public meetings flawlessly. He always was
the first to speak in defense of the legislative body when a citizen
criticized them. When appropriate, he would shift the “blame” on
himself. Often the ensuing verbal exchanges between the CAO and a
citizen became heated. However, it was Palmer’s practice to always
make contact with the citizen shortly after the verbal disagreement and
arrange to discuss the situation further. Usually a luncheon date was
arranged, where the issue could be discussed privately and in a more
relaxing atmosphere than the public meeting chamber.

Acting as spokesperson for the legislative body by an appointed
official is high risk. This involvement could backfire and be
detrimental to the standing of the legislative body in the com-
munity. This kind of participation by the CAO should never be
carried out without the express knowledge and permission of
the legislative body.

This scenario was replayed many times, and each time Barker
marveled at the CAO’s ability to turn a negative into a positive by
convincing the complainant that the legislative body was not at fault
for the situation. Usually the individual left the luncheon meeting as
a supporter of the legislative body and the administration.

After two years as an intern, Barker was appointed city manager
of Charterville. Prior to Barker’s appointment, the Charterville City
Council had supported the state in the widening of the major high-
way to four lanes. This infuriated many property owners located ad-
jacent to the state highway. To clarify the scope of the widening
project, the Charterville City Council scheduled a special public hear-
ing on the matter. The hearing was to take place two weeks after
Barker assumed the position of city manager.

Tip:

Be careful about becoming involved in a public discussion or
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controversy until you understand all aspects of the matter be-
ing considered. Getting involved without understanding the is-
sue can make you look foolish and undermine your credibility.

At the public hearing, Les “Smokey” Allen was the first person to
speak. Allen was a large landholder, and the right-of-way requirements
for the widening was affecting his property in a negative manner. As he
addressed the city council, he became more agitated, finally reaching
a point where he called the mayor and the city council “a bunch of
SOBs” for approving the project—only he didn’t use initials.

At that point, City Manager Barker went into action by signaling
the mayor that he would like to be recognized. The mayor, without
hesitation, recognized Barker. To the mayor’s surprise, Barker did
not address the chair but turned his attention to Mr. Allen.

“Mr. Allen,” City Manager Barker said, “it is inexcusable for you
to address the mayor and the city council in that manner. This is not
the time or place to lay blame on the council members. They are
only trying to clarify the situation and show you and other citizens
what an opportunity the state highway department is offering to you
and the City of Charterville.” His explanation was followed by deathly
silence in the meeting room.

Tip:

When possible learn who will make presentations during a public
hearing and what their stated position is on the issue being consid-
ered. Do not assume that because a person opposes the agency’s
position that the person automatically becomes an enemy.

The next voice heard was that of the mayor, who said, “Mr. Barker,
your remarks are well taken, but | assure you that the city council
and | do not need you to fight our battles. We have seen Mr. Allen
perform on many occasions, and tonight he is much more temper-
ate than usual.” The mayor, turning his attention to Mr. Allen said,
“Smokey, I'm sorry for the interruption by the city manager. Please
continue with your presentation.”
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During the first six months of your tenure, familiarize yourself
with the processes and procedures within the community. Be-
haviors and expectations vary from one area to another. Learn
about your new agency’s culture before taking strong stances.

City Manager Barker, having heard the mayor’s message, slumped
in his chair and remained silent throughout the remainder of the public
hearing. While verbally silent, mentally he recognized that he did not
have the abilities to copy the style of his mentor, George Palmer. He
also admitted to himself that he had to develop his own management
style if he was to succeed in this profession.

No matter how enticing, never mimic another manager. You must
develop a style that fits your personality. Management styles be-
come more effective as the person becomes more confident and
SJamiliar with the people, issues, and resources at hand.

sk ockock sk ok

Conclusion

Develop your own management style and don’t be overly influenced
by what the textbooks suggest. Instead of one style, think of a mosaic of
styles. Here are other leadership thoughts for public managers:

* The primary function of a manager is to develop the skills and
capabilities of people.

* Your management style evolves from observation and practice.

* Each person has a predominant style that is used in the majority
of cases.

* There is no one perfect management style.

* Micromanagement is counterproductive and should be avoided.

* Leaders should avoid the trap of making themselves indispensable.

* One should not attempt to copy an admired leader’s style.

* Effective management and close personal relationships with those

you manage do not mix well.



